Purpose: This paper explores the impact of academic scholarship on the development and practice of experienced managers.
while declarative knowledge provides 'principles, concepts and facts' (ibid. p.469) which enable managers to address problems creatively (ibid).
An alternative categorisation is presented by Chia and Holt (2008) . 'Knowledge-byrepresentation', they suggest, encompasses 'management theories, concepts, and ideas [that] are believed to represent accurately and comprehensively the actual goings-on of managerial reality (ibid. p. 472), and thus, arguably, might encompass all the forms of knowledge identified by Krathwohl and Benjamin and O'Reilly above. 'Knowledge by exemplification', by contrast, is non-scientific, describing 'ways of 'making do', rather than any formalized theories or concepts' (ibid. p. 480); crucially, it is derived from immersion in experience rather than detached observation (ibid. p. 481), and resists validation and codification (ibid. p.
480).
The relative value of such different forms of knowledge for management development has been widely debated. Discussing Krathwohl's taxonomy, for example, Brewer and Brewer (2009) suggest that metacognitive knowledge may be particularly important for managers dealing with knowledge gaps in organisations. This appears to resonate to some degree with Garvin and Cullen's (2010 p.456) claims that management education needs to focus less on facts, frameworks and theories, and more on values, attitudes and beliefs (part of the selfknowledge in the 'metacognitive' dimension), as well as the skills and techniques incorporated in the 'procedural' dimension. Benjamin and O'Reilly (2011) , however, caution against over-emphasis on procedural knowledge, arguing that it is the concepts, facts and theories which constitute declarative knowledge which enable managers to respond creatively to problems. Indeed, Veil (2011 p. 141) argues that 'by being taught the best way to complete a task, individuals are trained to act mindlessly'. Thus, Benjamin and O'Reilly conclude, 'leadership is best characterized as a combination of both procedural and declarative knowledge' (Benjamin and O'Reilly, 2011 p. 469 ). Chia and Holt (2008) , while decrying the elevation of 'detached explanations over practical knowledge ' (ibid. p. 473) in business schools, also avoid the claim that such representations lack value for managers. Rather, they argue that they need to be supplemented (not replaced) by tacit, practical 'knowledge by exemplification'.
The importance of such tacit, unconsciously acquired knowledge is supported by literature on adult learning, which suggests that adults handle many situations through reference to a schematic record of their life experiences (Bartlett, 1967; Koffka, 1935 , Minsky, 1975 Schank & Abelson, 1997) which form 'meaning perspectives' (Mezirow, 1977) or 'trustworthy recipes' (Schutz, 1964, p. 95) . Significantly, those 'recipes' are based upon the individual's memory, which, following Schacter (2001, p.195 ), is selective in the level of detail that it stores and retrieves. This selectivity, it is argued, enables adults to make meaningful generalisations (Hofstadter, 2001) .
However, such 'recipes' can also be a barrier to development. Veil (2011) argues that 'the automatic classification of an experience with a past experience acts as a barrier to recognizing warning signals ' (ibid. p. 140) . Indeed, literature on adult learning suggests that it is only when an individual's 'recipes' are found wanting that learning takes place (Barr, Stimpert and Huff, 1992 p.17) , and therefore new knowledge by itself will not change those 'recipes' or 'meaning-perspectives' (Mezirow, 1977, p.163 (Krathwohl, 2002 p. 212) . Chia and Holt (2008) also focus upon business schools and 'the nature of knowledge being produced and taught within them'.
Given the suggested importance of tacit, informally-acquired knowledge, useful insights may be gained from a learner-focused approach, which enables identification and analysis of all types and sources of knowledge which inform management development and the cognitive processes by which this occurs. This research therefore investigates the knowledge experienced managers draw upon in addressing some of their most significant challenges, in order to ascertain the contribution of academic scholarship to their development. While Benjamin and O'Reilly (2011) investigated the challenges faced by early career managers, we focus here upon experienced managers, who have had the opportunity to accumulate a wealth of tacit knowledge and to establish 'recipes' to follow, and who are therefore able to reflect on the relative contribution made by these different types of knowledge. Finally, following Krathwohl (2002) and Benjamin and O'Reilly (2011) , the definition of academic The contribution of academic scholarship to management development 7 scholarship adopted encompasses both 'declarative' and 'procedural' knowledge, in the form of theories and models, and tools and techniques.
Research design
The research consisted of two sets of semi-structured interviews with senior managers. The first involved interviews with a purposive sample of 24 senior managers from five organisations. A 'senior manager' was defined as an individual who contributed to creating a strategic plan, had some corporate responsibility, dealt with complexity and ambiguity, and was required to proactively identify and implement solutions. Each of the interviewees worked within established organisations with a minimum size of 200 people and had personal responsibility for a team of at least 10 people. In addition, each had been exposed to either formal management education or programmes of management training and development. 23 of the 24 were either graduates or professionally qualified to an equivalent level; 6 had a Masters qualification in management; 5 had a management qualification at either Diploma or Certificate level; 10 had participated in comprehensive 'in house' management development training programmes, and 4 had attended short courses at a variety of established business schools.
The second data set involved telephone interviews conducted with a purposive sample of 15 similarly experienced, similarly established and similarly senior managers from a variety of organisations, who were in the midst of part-time study for an MBA at one institution. The rationale for this second data set was that, as a result of their current participation in a significant educational experience, they might be in a position to contribute insights regarding the contribution of academic theory and tools at a time when this process might be at its most obvious and detectable.
Interview structure was based upon the critical incident technique (Flanagan, 1954) .
Interviewees were asked to identify two or three of their most significant, current, managerial challenges, and two or three of the most challenging managerial situations that they had experienced in the whole of their career. They were then asked to disclose the approach that they had taken to addressing each of these challenges and the source for each. Following this, interviewees were asked to identify the role that academic scholarship had played in informing the approach. Interviews were recorded and transcribed.
Initial data analysis was undertaken using thematic analysis. In the second phase of data analysis, the insights of 'intertextuality' (Bassnett, 2007) were drawn upon to ascertain whether academic scholarship, in the form of theory, models, tools or technqiues, had played a more indirect, subconscious role. This approach explores the 'explicit and implicit relations that a text or utterance has to prior, contemporary and potential future texts' (Bazerman, 2004 p.86), and enabled the research to explore empirically whether the discourse of management practitioners is made up from and / or influenced by academic scholarship.
This 'intertextual' data analysis involved identifying words and phrases of potential interest, including specific terminology, interesting metaphors and specific usages of language related to management. Within the limits of manageability the identification process was as inclusive as possible, as indicated by the fact that the resulting collation totalled 1,447 interview extracts.
Following the framework analysis technique, the identified segments of text were then examined to establish an appropriate 'index' (Richards & Richards, 1994) . Initially each extract was compared for its conformance with a range of definitions for each of eight 'index' categories: 'theory', 'model', 'concepts', 'ideas', 'approaches', 'behaviours', 'tools' and 'techniques'. Details of the definitions which were adopted for each of those categories appear in table 1 below. However, the subtleties of these definitions meant that making a meaningful distinction between some categories was problematic, so they were reduced to four 'domains': the 'theoretical', the 'conceptual', the 'tactical' and the 'practical'. Each of these encompassed two of the original 'index' categories, respectively 'theory and model'; 'ideas and concepts'; 'approaches and behaviours'; and 'tools and techniques'. This enabled the research to identify not only whether the managers' discourse was informed by academic scholarship in the form of theory/models or tools/techniques, but also to compare the extent of the contribution of these forms of scholarship. A device that provides advantage in accomplishing a task A number of measures were adopted to enhance the reliability and validity of the research.
These included (i) a commitment to a 'low inference' indexing system (Robson, 2002) ; (ii) the explicit presentation of the rules by which indexation was carried out (Miles and Huberman, 1984) ; (iii) the presentation of interview extracts within their context (ibid); and (iv) the triangulation of the findings of the intertextual analysis with the analysis of the verbatim interview transcripts.
Findings
The semi-structured interviews found that experienced managers made little explicit reference to academic scholarship when responding to challenges in the workplace. As detailed in a previous paper, the managers' responses were much more likely to be based upon fellow professionals, intuition, personal experience and values (Francis-Smythe et al, 2013) . Indeed, only 13 of the 39 interviewees were able to point to any instances in which academic scholarship had played any part in informing their approach to a challenging situation.
Moreover, when these interviewees were asked what role academic scholarship had played in their practice, they suggested that its most significant, direct, obvious role was in relation to The second way in which the managers occasionally reported using academic scholarship to inform their practice was in relation to the implementation of specific tools and techniques.
Interviewees Interviewees were then asked to explain this apparently very limited role of academic scholarship in addressing significant managerial challenges. In response to this direct question 10 of the 39 interviewees suggested that any such influence was probably covert, indirect, subconscious, or even subliminal:
"I don't know, it's always subconscious".
"It sits in the back of your mind and helps your work".
"Unconsciously I'm sure it's there".
It is this suggestion that was examined through the 'intertextual' analysis. Following the process discussed above, this analysis indexed the discourse of the interviewees to four 'domains': the 'theoretical', the 'conceptual', the 'tactical' and the 'practical'. The result of this indexing is illustrated by Table 2 below, which shows 152 (or 10%) of the 1,447 total indexations (Patton, 1987) . In line with the interviewee comments noted above, the intertextual analysis revealed a number of extracts which could be indexed to the theoretical domain, thus showing remnants of formal academic theory. Moreover, detailed analysis of the interview transcripts revealed that even where interviewees failed to 'name' a theory they understood its principles. Thus, in the illustrative extracts below, it is clear that each of these two interviewees could have referred to a specific model, such as 'situational leadership' (Hersey and Blanchard), In one specific example, an interviewee from the part-time MBA cohort had been so strongly influenced by the topic of 'delegation', when raised in the context of an MBA seminar, that he had radically altered his personal approach to management and undertaken a significant restructuring of his whole department. Subsequently, the lecturer concerned was able to confirm that the discussions regarding delegation had been framed within structured input in relation to 'situational leadership' (Hersey & Blanchard) and 'empowerment' (Kanter).
Despite this, within the verbatim interview transcript, there was no mention of either of these 'theoreticians', or the relevant theory and models.
This analysis therefore suggests that managers' development is often informed by their indicative, 'gist' based understanding of academic theory, rather than by the detailed theory or models. As one interviewee explained:
"… there are many theorists out there … I wouldn't think that I draw on anybody in particular … what takes me forward is the understanding of the concepts. … Certain lecturers at college enthuse about certain writers, … I'm very much more about looking at the wider picture".
Moreover, it was the practical implications that were of interest. As another interviewee reported:
"I'll kind of forget some of the words and some of the names because I'm trying more to remember some kind of examples or some tips that then I can practise".
The managers' key concern, therefore, was to abstract concepts and tactics from the academic theory. Given this, it is unsurprising that the intertextual analysis revealed at least as many interview extracts that were potentially capable of being indexed to the 'conceptual' and 'tactical' domains as to the 'theoretical' or 'practical'. Academic theory, it appears, informed experienced managers' development of concepts and tactics, and, faced with significant challenges, it was often to these more abstracted domains that managers referred.
Moreover, the verbatim interview transcripts revealed that this 'gist'-based understanding of academic theory became part of an ongoing internal dialogue. As interviewees explained: 'I can't read any paper without relating something in it back to work, even when I'm relaxing at the weekend' Even the remnants of academic theory which did inform this internal dialogue were not limited to theory from the discipline of management alone. 16% of the extracts indexed to the 'theoretical' domain were theoretical terms from disciplines other than management or psychology, such as 'catalyst', 'centre of gravity', 'focal point', 'inertia', 'momentum', 'osmosis' and 'tangent', further demonstrating the range of sources on which managers drew.
For the most part, therefore, what managers appropriated was not specific theory but an understanding of the 'gist' of it. This, the data suggested, was then synthesised with information from other sources such as past experiences, fellow professionals, family and values, in a continual internal dialogue.
The development of experienced managers
This research has revealed that academic scholarship had only a limited, direct influence on the practice and development of experienced managers. One way in which it did inform their practice was by providing retrospective confirmation for previously established managerial practices, in line with Mezirow's (1977) proposition that new knowledge can be an important 'after-the-fact' element. However, as Veil (2011) has noted, the tendency to notice only information which confirms our existing perspectives can present a barrier to learning, and thus this use of academic scholarship may actually hinder, rather than enhance, development.
The second key way in which academic scholarship sometimes contributed directly to management practice was through managers adopting specific tools or techniques that they had been taught. Such knowledge relates to the 'procedural knowledge' presented by Krathwohl (2002) and Benjamin and O'Reilly (2011) , and involved the managers in the cognitive processes of remembering, understanding and applying (Krathwohl, 2002) .
Interestingly, in these instances managers did not demonstrate the higher, more creative and critical, levels of Krathwohl's hierarchy of cognitive processes. This suggests that, as Benjamin and O'Reilly argue, procedural knowledge may aid managers in addressing routine problems but may by itself inhibit creativity (ibid. p.470). Again, therefore, this use of academic scholarship could present a barrier to learning, leading to 'trained mindlessness' (Veil, 2011 p.141 ).
However, academic scholarship, particularly in the form of theories and models, also made a more indirect contribution. In these instances the scholarship informed a continual, ongoing internal dialogue, along with other sources such as past experiences and inputs from fellow professionals (Francis-Smythe et al 2013), upon which the managers' 'meaning perspectives' (Mezirow, 1977) and 'trustworthy recipes' (Schultz, 1964) were based. Significantly, what informed this dialogue was not the detailed application of specific scholarship, as in Krathwohl's (2002) cognitive process of 'apply', but managers' further abstraction of them, based on the necessities of the managerial challenges they faced. This is in line with adult learning theory, which suggests that 'recipes' are based upon a 'schematic' rather than detailed record (Bartlett, 1967; Koffka, 1935 , Minsky, 1975 Schank & Abelson, 1997) . Thus it appears that managers do not follow the lower levels of Krathwohl's structure of cognitive processes (to 'remember', 'understand' and 'apply') when engaging with theory and models, but immediately adopt a more active, creative and critical role in selecting those aspects most relevant to their situation.
While managers may occasionally have directly applied procedural knowledge, therefore, for the most part when engaging with academic scholarship they demonstrated the higher levels of Krathwohl's structure of cognitive processes, synthesising their 'gist'-based understanding of it with knowledge from different sources in a continuous internal dialogue as they strove to address the challenges they faced. Such dialogue appears to conform to Chia and Holt's 'knowledge by exemplification', both in its grounding in real-life situations, and the vigilance, care and assessment demonstrated. Moreover, and crucially, this demonstration of the cognitive processes of 'analyse', 'evaluate' and create' (Krathwohl, 2002 p. 215 ) may enable managers to avoid the possible barriers to development presented by direct application, noted above.
This finding again concurs with Benjamin and O'Reilly's (2011) claim that while procedural knowledge is applied directly and without transformation, declarative knowledge can help managers to be creative. Furthermore, it suggests that, although Chia and Holt (2008) differentiate between knowledge by representation and knowledge by exemplification, and suggest that theories and models form part of the former category, such academic scholarship actually constitutes part of managers' 'knowledge by exemplification' in the same way as other experiences. Knowledge by exemplification, Chia and Holt claim, is derived from 'dwelling' in the environment, which 'takes on significance through our responsively incorporating selective aspects of it into our everyday activities according to the demands of the situation we find ourselves in' (ibid. p. 479), and from the managers' transcripts it is clear that they are using the much of the academic scholarship they encounter in exactly this way.
Summary and conclusions
Current literature suggests that management development requires less of a focus on understanding 'facts, frameworks and theories' (Datar et al, 2011 p. 452) , and more of a focus on the development of skills of critical thinking and management, and understanding of personal values. Others, in a similar vein, have argued that effective management requires managers' understanding of such representational knowledge to be supplemented by the development of tacit knowledge derived from continual, vigilant assessment of their environment (Chia and Holt, 2008) . However, the literature also cautions against relying solely on the learning of procedures (Benjamin and O'Reilly, 2011) , suggesting that this may hinder development.
In many respects the research presented here supports this literature, revealing that, while detailed understanding of specific procedures may be of use in some instances, managers' development is informed little either by a detailed understanding of specific theory and models or by an ability to recall these with complete accuracy. However, the findings do not suggest that academic scholarship in the form of theories and models makes no useful contribution to management development. On the contrary, they show that experienced managers abstract what they find relevant from academic scholarship of this kind and put it together with knowledge from a wide range of other sources as part of a continual, creative, internal dialogue. Crucially, therefore, what these findings provide is empirical evidence, from the managers' perspective, of the kinds of academic scholarship they find useful for their practice and the different ways in which they use them.
These findings have important implications for the development of managers. In the first place, they indicate that academic scholarship in the form of theories and models can make a useful contribution to management development. In the second place, however, they suggest that developing certain cognitive processes-the ability to 'remember', 'understand' and 'apply' such scholarship -may not always be helpful. By contrast, they show that a key skill managers need to develop is the ability to abstract what is relevant from the almost infinite range of sources -including academic scholarship -they encounter.
In the third place, and relatedly, the findings show that, if management development is to avoid creating barriers to learning, it needs to encourage managers to adopt an active, vigilant approach to the whole range of knowledge they encounter. Rather than supplementing knowledge by representation with knowledge by exemplification, therefore, management development needs to ensure that the two forms of knowledge are synthesised, so that the gist of representational knowledge becomes part of managers' ongoing assessment of their environment.
Finally, the findings suggest that there is indeed a continuing role for business schools and management education programmes in management development. Not only can they provide declarative knowledge which can encourage management creativity (Benjamin and O'Reilly, 2011) , and demonstrate how such representational knowledge may be combined with knowledge by exemplification (Chia and Holt, 2008) , but they can provide a time and space
